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Abstract

The process of selecting a suitable software vendor is in its final stages and Jordan
Customs Department (JCD) Human Resources (HR) Directorate and Training Center are
completing their preparation for the entry of new data and the migration of existing data
to the new system. This report details how JCD is developing the knowledge base for
moving to a competency base for job descriptions and training and how they are
managing the major task of preparing materials to test the new HR system.

AMIR Program iii
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Executive Summary

Phase 2 of the Human capital development and management (HCDM) project
concentrated on working with the Human Resources (HR) Directorate and the
Training Center to prepare for the implementation of the new integrated HR and
training system. The other key component of Phase 2 related to the existing and
required skill sets of key Jordan Customs Department (JCD) staff.

Key outcomes from Phase 2 of this consultancy are:

e Reviewing and refining documentation of HR and training activity undertaken
between Phase 1 and Phase 2

e Positive assessment of the qualifying vendor and preparation for AMIR, JCD
and vendor collaboration for customizing the new system

e Establishing validating committees for job descriptions and training material

e Increasing HR and training center staff competencies in preparation for
working with the introduced reforms and the new system

e Establishing a work plan for the Training Center to continue preparation for
installation of the new HR system.

e Increasing interest in the HCDM project within the Ministry of Finance

o ldentifying skill deficits and planning for skill development in JCD Directors.

The implementation of a new system is now becoming a reality for JCD staff in the
HR Directorate and at the Training Center. With this realization comes increased
activity and some increase in anxiety. However constant contact between the two
workgroups and AMIR consultants has helped reassure and encourage.

While the Training Center has much work still to go to be well positioned to test the
new system during the pilot, the HR Directorate is gaining ground and their work is
on schedule. Unfortunately the leadership of these two corporate areas is going
through a period of transition. However this situation has led to the middle managers
taking a stronger role and to date they have shown themselves able to fill the
leadership void in relation to the HCDM project. In addition key concepts related to
the underlying HR and training reforms are at last showing signs of being well
entrenched with key middle manager level staff.

The interest of the Ministry of Finance in the HCDM is indeed welcome. A
presentation at the ministry was well received and suggests further contact will
continue as the project progresses.

AMIR Program
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1. Background

The Human Capital Development and Management (HCDM) Project evolved from
some earlier USAID-funded AMIR work undertaken by a number of different
consultants early in 2004. ‘Human Resource Development — Phase 1°, prepared by
John Howard and Walter Hekala, and “Systems Approach to Training’, prepared by
Gaeétan Turgeon, are the most significant of these studies. The aim of this project is to
introduce a series of HR and training reforms supported by an integrated HR/training
system.

Work in Phase 1 (October 2004) of this project included:

e Assessing current HR and training skill sets and business processes

e Developing the business requirements of the Request for Proposal (RFP) for
an integrated HR and training system

e Developing a business implementation plan

e Developing key executive and operational level relationships required to
sustain the project

e Extending the Knowledge Management Committee’s mandate to include
overseeing the HCDM project.

Much of the work undertaken in Phase 1 concentrated on instilling key concepts such
as the link between job descriptions and training as well as the need to link training to
business needs. Training concepts introduced during Phase 1 included the Systems
Approach to Training (SAT) process — analysis, design, development, implementation
and evaluation.

Local HR consultants and the HR and training Center people completed the
documentation of JCD jobs and commenced the process of getting existing training
material into a common format in the period between Phase 1 and 2. They also
conducted a workshop to introduce the project to JCD Directors and conducted a team
building workshop for HR and training staff.

The context for Phase 2 work is summarized as:

e Some knowledge of key concepts and processes is understood at both the
executive level (mainly JCD Headquarters) and at the operational level in
corporate areas (HR, IT and training).

e A disappointing response to the RFP has led to delays in the identification of
affordable software that meets the RFP requirements.

e The documentation of Customs’ jobs is complete.

e Leadership of the HR Directorate and the Training Center has recently
changed, although the new Training Center manager has yet to take up his new

position.

e HR and Training Center staff know each other and communicate on some
work issues.

e The timeframes for some business tasks in the implementation plan have
slipped.

AMIR Program
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2. Consultancy

This report is prepared in accordance with the scope of work agreed under activity
number 555.01 HR Change Planning. Phase 2 of this project covers the period 2
February to 7 March 2005. The title of this project is Human Capital Development
and Management. The objective of Phase 2 of this consultancy is to continue
preparation for the pilot of the integrated HR and training system through the
introduction of SAT-compliant training processes and the development of
contemporary HR processes.

The Phase 2 methodology related to project sustainability included:

Task reviews

Short and medium term planning

Building internal competencies and confidence

Building relationships and broadening the base of support within JCD

As a complement to the current task at hand, AMIR Program consultant John Howard
completed a scope of work entitled *Critical Skills — Gap Analysis and Closing the
Gap’. Mr. Howard conducted his work and analysis during Phase 2 HCDM, which is
an integral part of the HCDM project and is referred to in this report.

Phase 2 tasks included:

e A series of activities related to preparation for the pilot of the new system

e Identifying skills and skill gaps and planning associated with addressing these
skill gaps

e Embarking on the first steps towards a competency framework

e Promoting HCDM within the broader Jordan civil service environment.

This report documents the work of not only the author but also the work of local HR
consultants Ms. Ruba Afana and Ms. Ghadah Nazzal. The term “consultants’ is
therefore regularly used in the report to reflect the work of the consultant team in
Phase 2. A list of consultations for Phase 2 is at Annex 5.

AMIR Program
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3. Preparation for the Pilot of the New System

The first step for Phase 2 was to amend the Business Implementation Plan. The
revised workplan is at Annex 1 and provides an update that reflects the time delay in
the selection of the vendor that best meets the needs of the RFP. The chief difficulty
in selecting a suitable vendor has been identifying respondents to the RFP who are
able to meet the requirements of SAT and who have a fully Arabized system.

The consultants’ focus in addressing the business tasks has been with the HR
Directorate and the Training Center. As the commencement of the trial of the new
system becomes ever nearer the pressure to have data and processes in place and
understood increases.

3.1 HR Directorate
3.1.1 Job Descriptions

The HR Directorate has met their workplan commitments in preparing JCD job
descriptions. The Directorate established a team of HR people to undertake the work.
The team applied a consistent collection and documentation process and as a team
they reviewed and collated the job descriptions.

The HR Directorate identified the following as issues that needed to be addressed as a
result of this exercise:

e The number of separate jobs indicates that many jobs are similar to others but
with separate job titles

e Some job titles do not reflect the job description

e Lack of uniformity in job titles in different locations.

This is the first time that such a major exercise in documenting jobs has been
undertaken so it is not a surprise that these issues have surfaced. The consultants and
the HR team had numerous discussions about approaches and possible solutions.

The need to document and use job titles and job descriptions that managers recognize
and relate to for the trial of the new HR system is important, and recognized by the
HR team. However, the consultants are encouraged by the major steps the HR team is
taking in understanding the value of consistent and accurate organizational structures.

HR has established a job description review committee which comprises of members
of the HR team who collected and collated the job descriptions and a number of
Directors and Customs House managers to validate the job descriptions. This group
will look at what improvements can be made to reduce complexity and confusion but
will not look at making major changes prior to the installation of the new HR system.
Long-term planning will however address the issues mentioned above. The
consultants introduced the concept of customs key operational jobs to the Assistant
Director of HR Mr. Mohammad Awwad and Ms. Iman Bawaya from the HR team.
They were quick to embrace the concept of matching job families to customs
functions. They have reviewed the AMIR report ‘Human Resource Development
Phase 1’ by John Howard and Walter Hekala that introduces job families and presents

AMIR Program
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models from other customs administrations. Phase 3 of this project will move
towards developing customs own operational key jobs and the proposed HR system
will accommodate job groupings or job families.

3.1.2 Organizational Charts

The Jordan Customs Department is without accurate organizational charts at the
Directorate or Customs House level. This situation needs to be rectified so that the
job descriptions have an accurate framework in which to sit. It is very difficult
without the organizational charts to check that all job descriptions have been collected
and that no gaps will be identified when personal profiles and job descriptions are
migrated into the new HR system.

The organizational charts also become critical when it comes to the coding of job
descriptions. In JCD the codes are dictated by Department of Administrative
Development and provide information about the person currently holding the job
rather than the job itself. For the pilot of the new system, existing codes will be used
but it will be possible at a later stage to start looking at locating a permanent code for
each job with the code relating to the function, location and the required class to do
the job. Organizational charts will then become a necessary platform for this
approach to job codes. These changes have been discussed with the HR team and in
the Knowledge Management Committee, and need to remain on the work plans of the
HR and Planning and Organization Directorates.

3.1.3 HR Data

The consultants have also discussed with the HR team the standard of data currently
held in the existing HR system. Ms. Iman Bawaya is undertaking an audit of job
descriptions during the validation process. She is of the opinion that the majority of
the HR data held is reasonable accurate and ready for migration to the new system.

While the issues of clean data and migration of data are only just being addressed, the
period between March and the beginning of the pilot is the period in which to reduce
the time the successful vendors will spend in assessing data for migration.

3.1.4 Revised Delegations

The Minister of Finance has given the Director General the authority to approve the
revised delegations providing the Manager of the Training Center and the Director of
the HR Directorate with the delegations to make day to day decisions about the
management of their corporate functions. The HR Directorate will put in place the
processes required to implement these new delegations during March.

The HR Directorate has made great steps in understanding the key HR concepts
necessary to implement the planned reform agenda. The consultants congratulate
them on the power of work they have done to date and the positive approach they
have to HR reforms in their organization.

3.2 Training Center

3.2.1 Training Center Leadership and Resourcing

AMIR Program 10
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A new Training Center manager was appointed in January 2005. Unfortunately the
Training Center’s new manager has been unable to take up his new position due to ill
health. This situation has left the Training Center in limbo with the previous manager
sitting in to *hold the fort’.

The consultants are very concerned about this destabilization at this critical time in
the project. The situation is affecting the morale of Training Center staff just at the
time when the consultants are seeking a big commitment from them in terms of
improving their skills and increasing their workloads. This situation has the potential
to become a major project risk and needs close monitoring between now and the
commencement of Phase 3.

However, the rotation of Mr. Samir Abdullah from the HR Directorate to the Training
Center is very welcome. Mr. Abdullah attended the SAT training course offered by
AMIR Program consultant Gaétan Turgeon last year and has a strong IT background.
He has already begun to upgrade the Training Center’s computing environment by
seeking to network all members of the team with a central server and a central files
directory. Mr. Abdullah is also a very competent user of Microsoft software and will
become a real resource within the Center in our plans to upgrade the computing skill
levels within the Center.

There is still a chronic shortage of suitable people at the Training Center and the
consultants have real concerns about the Training Center having sufficient material
and activity in place to seriously test the new system. A request was put to the
Knowledge Management Committee meeting seeking two additional staff with
suitable skill sets to be placed at the Training Center. This is expected to augment the
numbers and skills of those already there. Again it was stressed to the committee that
there be no rotation out of the Training Center during the period of the project.

In addition, the original Training Center manager has performance concerns about
two staff members. The Knowledge Management Committee agreed to a
performance plan being implemented during March that will be reviewed at the next
meeting.

3.2.2 Reporting on Training Activity

The Knowledge Management Committee approved the annual training plan prior to
the commencement of Phase 2 and a training target of 25 hours per employee per
annum was set. The consultants spent some time with the Training Center team
discussing the need to report to the Knowledge Management Committee about how
they are meeting this target. This approach to accountability is new to the group but
is proving a good way to introduce some of the discipline into the Training Center
that SAT demands.

The Training Center team has now agreed to report monthly to the Knowledge
Management Committee on their progress towards their training target. The Training
Center already records data that will allow them to develop this monthly report.

Other forms of reporting are expected to be introduced to the Training Center in Phase
3.

AMIR Program
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3.2.3 Systems Approach to Training

The Systems Approach to Training is a significant platform of the HR and training
reforms being introduced to JCD. This is a disciplined approach to the design and
delivery of training material. SAT was introduced to JCD by AMIR Program
consultant Gaétan Turgeon who recommended the introduction of SAT to JCD and
conducted a SAT training course in 2004.

SAT is still in its infancy in JCD; however, the Training Center team has asked JCD
trainers to review their training material and to format their material in SAT style. In
addition, the new system will be customized to support a SAT-styled process that will
help embed this discipline into the Training Center’s processes.

Analyze

Develop

\ 4

Implement

\ 4

Evaluate

Figure 1. SAT Process

The SAT steps (Figure 1 above) will form the basis of the SAT homepage in the
proposed system and each step in the SAT process will have its own checklist to be
completed by training designers and instructors as they develop, deliver and evaluate
a new training package. While all steps will be included in the pilot of the new
system the degree of understanding of SAT within JCD is influencing the consultants’
judgment as to the degree of complexity that will be introduced at this stage.

The important concept that is at the heart of all SAT work with the Training Center to
date is that training design and delivery needs to reflect the business needs of the JCD,
I.e. training is about jobs and must reflect the reality of JCD jobs. Phase 3 work will
continue to expand the understanding of SAT within JCD and will assess the
customization of the new system in supporting and driving the implementation of
SAT with training course designers and deliverers.

AMIR Program 12
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3.2.4 Training Packages

The Training Center has made little progress in their attempts to get training packages
documented in a format that is consistent and that supports the SAT approach. Only
three training courses, apart from consultant Mark Harrison’s *Intellectual Property
Rights’, have been transferred to the new format.

The Training Center has doubled their efforts to get trainers to tackle this task offering
individual assistance and further training in the new approach. A new deadline has
been set which will accommodate the introduction of the new system.

This situation again highlights the Training Center’s need for effective and influential
leadership. Currently the Training Center has a poor reputation with Custom’s
Directors and Customs House managers so the requests for assistance in getting
trainers who have full time operational and policy jobs to attend to this matter appears
to be a low priority. This issue was addressed at the Knowledge Management
Committee at the beginning of March and the committee agreed to a memo being
signed by the Deputy Director General seeking trainers to comply with this request.

3.2.3 Training Administration

Mr. Samir Abdullah documented the existing process used to administer training
courses at the Training Center. The consultants have discussed some improvements
with Mr. Abdullah who has agreed that there is a need to make some important
changes in the process. He has also prepared a simple ‘procedures manual’ to address
the changes and will assist staff in making the changes. In addition the pro formas
attached to this process will be reviewed to ensure they reflect the targeting of training
to training needs, and the improvements in the administrative process.

3.2.4 Training Needs Analysis

The normal inputs to a training needs analysis are represented in Figure 2 below.
Jordan Customs Department is not yet in a position to capture information from these
three sources easily. The consultants introduced the Training Center team to this
concept and Mr Samir Abdullah is reviewing the training plan with these criteria in
mind. The concept of training responding to business needs is slowly being
established. Mr Abdullah is using the incomplete but available annual managers’
evaluation information and the request from managers for training as his inputs to his
review.

There is still a need to address the commitment by managers to providing accurate
and complete data to HR and training. This will be addressed in Phase 3. The
Training Center has a great deal of work to complete before the trail commences.
Their work plan for March is at Annex 2.

AMIR Program
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Corporate plan — ke
strategic initiatives

Individual
development
priorities

Gap between required
training and completed
training

Figure 2. Inputs to Training

3.3 Software Vendor Selection

A qualifying software vendor provided a demonstration of their solution to the RFP.
The vendor’s generic HR system met the criteria of being fully Arabized but needed a
creative approach to be able to support the SAT. The vendor’s solution incorporates
the use of a customized SharePoint portal that would link with off the shelf, generic
HR product. The consultants questioned and tested the vendor on business aspects of
their solution and prepared an evaluation for the technical team. In addition, the
vendor provided the consultants with access to a test site for the HR system. At the
time of writing the vendor is scheduling a demonstration of their solution to key
players in JCD including people from HR and the Training Center.

The generic HR solution provided a very good response to the HR business needs as
stated in the RFP. Some customization will still be necessary to satisfy all HR
elements within the RFP. The difficulty in the demonstration was that the solutions
ability to meet the SAT requirements was explained rather than demonstrated. The
vendor will need to undertake some customized programming work which they were
not prepared to do until having won the contract to provide the new system.
However, the solution appeared to be a viable one and one that would meet the
requirements of the RFP. The seamless nature of the transition between the HR
system and the portal that will support the SAT process will be the test of the solution
and this will be undertaken during the trial if JCD commits to this vendor’s proposal.

The most important aspect of the software meeting the needs of the RFP is in the
collaboration to customize the software. It is particularly critical that the JCD HR and
training people are supported by the consultants in the collaborative process. This is
to ensure that the programming for customization prepares JCD for not just the
present but for the next five years as they grow in their understanding of the HR
reforms. The consultants’ investigation of the vendor’s trial site has enabled them to
plan for the collaboration process with some scoping of the customization required
and an allocation of tasks. This collaboration process is expected to be a period of
pressure with JCD requiring considerable support from the local consultants.

AMIR Program
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4, Skills and Skill Gaps

One of the main areas of attention during Phase 2 has been that of skills and skill gaps
at various levels and in key functional areas in JCD.

4.1 Director’s Skill Gaps

Mr. John Howard’s report “Critical Skills — Gap Analysis and Closing the Gap’,
prepared in March 2005, describes work he undertook during Phase 2 in analyzing the
skill sets of Directors in JCD headquarters. As Mr. Howard has indicated in his report,
the skills of directors are critical in sustaining and maintaining major change
programs. Other USAID-funded AMIR Program activities such as the customs
integrated tariff (CITS), supply chain management, and customs bonds are all
introducing improved processes and demanding new skills and new approaches to
work. The directors and senior operational managers are key to sustaining these
improved workplace processes.

Mr. Howard provided four options for JCD to consider in addressing the identified
skill gaps:

e Use an established international body such as the Center for Customs and
Excise Studies at the University of Canberra to conduct a shortened version of
the Customs International Executive Management Program for Jordan
Customs.

e Source local Jordanian companies to develop an executive management
program with the assistance of a seconded customs director.

e Develop a training package ‘in-house’ using suitably qualified personnel from
customs and other government agencies with raw material sourced from
international or local suppliers.

e Task the National Training Institute, or its successor, to develop a training and
professional development course for executives from within customs.

The HCDM consultants would not recommend the development of an “in-house’
option due to the lack of contemporary training design and delivery skills available.
Another consideration in identifying suitable options is the need for customs
relevance with these senior managers. If a local provider is engaged then there is a
need to assist the provider in developing JCD based case studies and exercises. This
will assist the material presented as being not just theoretical information (nice to
know) but customs’ based management practice (need to know).

There would be some value in the selected provider addressing a set of senior
manager competencies as this would address the deficits identified by Mr. Howard
and also align the development program to the approach the HCDM is introducing for
training throughout JCD. A wide variety of senior manager core competencies are
available. One that has been well developed and tested is the Australian Public

AMIR Program
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Service ‘Integrated Leadership System’ that can be viewed at www.apsc.gov.au
following the links to it through Executive Development on the homepage.

If JCD adopts to introduce a study program for Directors and senior managers then
the time should be as soon as possible. The HCDM project has led to additional
delegations for the HR Director and the Training Center manager. As reforms
continue within JCD, pressures on directors and senior managers will increase. They
need to understand their management responsibilities and demonstrate improved
management competencies if they are to deliver customs’ business objectives.

4.2 HR and Training Center Skill Sets

The skill sets within the Training Center and the HR Directorate vary in terms of skill
levels, job complexity and work unit processes. The consultants have taken the
approach that there is a need for both work groups to have a common understanding
and knowledge of the HCDM Project and the reforms that are being introduced and
that they need some basic administrative and technology skills to work with the new
HR system. Individual needs within the group have not been tackled as part of this
project but have been discussed with some members of the group as the opportunity
arose.

HR and TC Directors/Managers and their staff attended two half day workshops
during Phase 2. The workshops were held on the 19 February and 4 March. The
design of the workshops included:

e Opportunities for HR and TC to work together

e Activities to help understand each others work and work environments

e Activities and presentations aiming to establish the concept of competencies
and their application in the HR and training environment.

4.2.1 Human Resources Directorate and Training Center Workshop 1

There had obviously been some good work done in the earlier team-building
workshop as all members were quickly involved and personal connections between
HR and training staff were indeed evident. Most members of the group are quite
happy to stand and hold the floor during general discussion.

The first half of the workshop dealt with the HCDM project and its progress,
introduced the term *competencies’ and provided opportunities for people to explore
the differences between traditional HR and training work and how this would change
under a competency approach. The example of traditional academic knowledge-based
learning and learning for jobs in a workplace was explored. The presentation for this
workshop is at Annex 3.

The second half of the workshop provided the HR Directorate with an opportunity to
demonstrate their knowledge of training functions and activities and vice versa.
Energy was high in the workshop and the consultants were satisfied that
understanding about the reforms was increasing.

AMIR Program
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4.2.2 Human Resources Directorate and Training Center Workshop 2

The purpose of the workshop was for the HR and Training Center staff to experience
how core competencies are developed and how competency sets can be established.
The workshop helped progress the group from looking at jobs described only within
the frame of a job description to jobs being described by the competencies required to
successfully undertake the job. This is an important growth in understanding and one
that is represented in the table below.

1. Understanding competencies

2. Listing job
5. Competency competencies
‘ sets |

4. Grouping 3. Checking competencies
competencies against job descriptions

Figure 3. Moving from Job Descriptions to Competency Sets

Workshop 2 also demonstrated the need to identify both core and technical
competencies for a job. This was done with the individual and supervisor level
groups in HR and training working together.

While considerable progress was made during the workshop, the consultants were not
convinced that the purpose of the workshop had been completely fulfilled. There
appears to be an expectation within the group of wanting ‘“THE” answer delivered
rather than developing ‘AN’ answer which may have a number of iterations. The
need for a ‘right” answer and one that comes from the experts rather than from within
the group seemed to inhibit some members of the group. Ambiguity is not easily
tolerated by some.

There was a sound attempt at identifying relevant competencies from a long list of
common competencies but the ability to consider the connections of these to their jobs
and to group them accordingly was difficult for many. However, the result from one
of the groups was encouraging and will be used in Phase 3 as a draft for further
exploration. The idea that competencies may be demonstrated at different levels or
standards according to the job was easy for the group to relate to and well accepting
paving the way for the later development of performance standards.

AMIR Program 17
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4.2.3 Computer Skills

During many visits to the Training Center, the consultants became aware of a real
dearth of administrative skills. The inability to organize documents and to be able to
retrieve information quickly and to know that it is the most recent piece of
information about a particular topic is hampering the efficiency and effectiveness of
Training Center activities. This situation led to an investigation about the quality of
administrative skills in the HR Directorate. While the situation is a little better there,
it raises some major concerns with the implementation of a new system so imminent.

The planned computer skills upgrade is now an urgent matter. AMIR Program
consultants will commence a planned program addressing computer skills, document
management and software skills for HR and training staff which will begin this
month. Fortunately Mr. Samir Abdullah has adopted a disciplined approach to
process and a high standard of computer skills, and will be available to support other
members of the Training Center as they practice skills learnt in the training room.

AMIR Program
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5. External Interest and Scrutiny

There has been considerable interest in the HCDM project from the Ministry of
Finance. The author gave an initial presentation on the project to the Ministry’s HR
people during Phase 1. BearingPoint is conducting a strategic review of the Ministry
and has therefore been looking at initiatives underway in JCD. This led to discussions
between the author and BearingPoint consultants to ensure their understanding of the
HCDM project. The author considered these discussions as an opportunity to
promote the approach taken to HR reforms in JCD and to encourage the Ministry’s
interest and scrutiny.

BearingPoint and the Ministry of Finance asked for a presentation to explain the
HCDM project to the HR managers from the Departments within the Ministry. The
presentation, see Annex 4, proved to be very interactive with many questions being
raised about the process being undertaken in JCD and the links between the JCD’s
project and the expected Jordanian Civil Service Reforms. The Ministry of Finance is
keenly monitoring the HCDM project.

AMIR Program
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6. On-going Planning

The consultants have revised the Business Implementation Plan at the completion of
Phase 2 — see Annex 6. They are pleased that some gains have been made in the
project plan. While the computer and overall information technology PC and IT skills
upgrade still have not been completed, the assessment of the plan indicated there was
too much pressure on the HR and training center people in terms of both undertaking
the HCDM work in addition to their own day to day work as well as attending
workshops to improve skills.

Those computer-related skills upgrading workshops will be completed prior to the
commencement of the collaboration on the customization of the new system and so
staff will have some time to practice their new skills and have the administrative
arrangements on their personal computer well organized prior to the piloting of the
new HR software. The consultants believe the work plan is therefore ‘on track’ for the
busy time ahead.

AMIR Program
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7. Conclusions

Phase 2 proved a mix of ‘hands on’ coaching of key HR and Training Center staff as
well as trying to embed the key concepts inherent in HR reforms with all members of
training and HR. There have certainly been good gains made in the two groups seeing
themselves as colleagues in a common cause.

The frustrations in Phase 2 relate to the lack of certainty about leadership, staffing and
staffing levels in these two corporate areas and the potential impact that changes at
this critical time in the project could make. While the consultants have lobbied the
Knowledge Management Committee’s support on this issue there is no guarantee we
can rely on suitable and appropriate staffing levels for the continuation and
completion of this project.

The approaching system pilot is welcome and will provide a test of the work done to
date as well as an opportunity to extend the practical realities of the reforms. The
extension of interest in the HCDM project beyond JCD to the Ministry of Finance is
welcome and would indeed provide a broader base for HR reforms in the Jordanian
Civil Service and could well see JCD leading the way!

AMIR Program
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Annex 1: Business Implementation Plan Commencement of Phase 2

ID Task Name Duration \ Start Date Finish_Date \ Predecessors | Resource_Names
214.25 08/03/2005
1 | Customs HCDM days? 10/03/2004 8:00 | 17:00
194.25 07/11/2005
2 Technical Tasks days? 10/06/2004 8:00 | 17:00
03/01/2005
3 HCDM Procurement & Implementation Team Onboarding 99.25 days 10/06/2004 8:00 | 17:00
ALS PM,ALS
10/11/2004 Analyst[30%],ALS
4 Project Planning and Onboarding 4 days 10/06/2004 8:00 | 17:00 Architect[30%)]
10/27/2004
5 Compile HCDM Technical Plan 7 days 10/17/2004 8:30 | 10:30 ALS PM[5%]
10/27/2004 11/01/2004
6 Compile HCDM Implementation Plan 3 days 10:30 10:30 5,43 ALS PM[5%]
Determine and Document Systems Integration Requirements 10/27/2004 ALS PM[20%],ALS
7 (for RFP) 10 days 10/12/2004 8:00 | 10:30 Architect,Customs
ALS PM[10%],ALS
Determine and Document HCDM Detailed Requirements (for 10/12/2004 11/04/2004 Analyst,Customs,AMIR[10
8 RFP) 15 days 15:00 14:30 4 %]
11/10/2004
9 Approve Detailed Requirements 3.43 days 11/06/2004 8:30 | 11:56 8,7 ALS PM[35%],Customs
11/11/2004 ALS PM[30%],ALS
10 Develop RFP 15 days 10/20/2004 8:00 | 14:30 4 Analyst
11/17/2004
11 Approve RFP 2 days 11/16/2004 8:00 | 17:00 10,44,9 ALS PM,AMIR[10%)]
11/03/2004
12 Select Pilot Customs Departments (HQ & Branch) 1 day 11/02/2004 8:30 | 10:30 AMIR[10%]
11/03/2004 11/03/2004
13 Pilot Locations Selected 0 days 10:30 10:30 12
12/28/2004
14 Publish and Manage RFP 30 days 11/18/2004 8:00 | 17:00 11,13 AMIR[10%)]
12/28/2004 12/28/2004
15 Proposals Received 0 days 17:00 17:00 14 ALS PM

AMIR Program 22



Human Capital Development and Management — Phase 2

01/26/2005 AMIR[10%6],Customs[50
16 Evaluate Proposals and Select HCDM Vendor 20 days 12/29/2004 8:00 | 17:00 15 %],USAID[50%]
01/26/2005
17 Evaluate Proposals 20 days 12/29/2004 8:00 | 17:00 USAID[10%)]
01/06/2005
18 Conduct Live Software Demoe at Customs - Jordan 7 days 12/29/2004 8:00 | 17:00 HCDM Vendor
01/26/2005 01/26/2005
19 HCDM Vendor Selected 0 days 17:00 17:00 16
01/27/2005
20 USAID Contact Office Approval to Proposed Budget 21 days 12/29/2004 8:00 | 17:00 15 USAID[10%)]
02/06/2005
21 Contract Preparation 7 days 01/27/2005 8:00 | 17:00 16 AMIR[10%],USAID[10%)]
02/07/2005
22 Contract HCDM Vendor 1 day 02/07/2005 8:00 | 17:00 21 AMIR[10%)]
Contract HCDM Vendor Implementation Team Mobilization & 03/01/2005
23 Onboarding 15 days 02/08/2005 8:00 | 17:00 22 HCDM Vendor
07/11/2005
24 Pilot Implementation 95 days? 03/02/2005 8:00 | 17:00 3
03/07/2005 ALS PM[10%],HCDM
25 Pilot Implementation Re-Planning (based on selected Vendor) | 4 days? 03/02/2005 8:00 | 17:00 Vendor[50%]
03/07/2005 03/07/2005
26 Pilot Implementation Plan Sign-off 0 days 17:00 17:00 25
07/11/2005
27 ALS Implementation Management 95 days 03/02/2005 8:00 | 17:00 ALS PM[40%]
03/15/2005 ALS PM[50%],ALS
28 Requirements Verification, Analysis, Pilot Acceptance Criteria | 10 days? 03/02/2005 8:00 | 17:00 Analyst[50%]
03/22/2005 ALS PM[30%],ALS
29 Implementation Design 5 days? 03/16/2005 8:00 | 17:00 28 Architect[30%]
04/05/2005 ALS PM[30%],ALS
30 Implementation Development 10 days? 03/23/2005 8:00 | 17:00 29 Architect[30%]
04/12/2005 ALS PM[30%],ALS
31 Implementation Test 5 days? 04/06/2005 8:00 | 17:00 30 Analyst[30%]
04/19/2005 ALS PM[30%],ALS
32 Acceptance Testing 5 days? 04/13/2005 8:00 | 17:00 31 Analyst[40%]
04/24/2005
33 Deployment Planning 8 days 04/13/2005 8:00 | 17:00 31 ALS PM[30%]
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05/29/2005

34 Deploy 25 days? 04/25/2005 8:00 | 17:00 33,32,45
05/01/2005

35 Deploy at HQ 5 days? 04/25/2005 8:00 | 17:00 ALS PM[60%]
05/08/2005

36 Deploy at Branch(es) 5 days? 05/02/2005 8:00 | 17:00 35 ALS PM[60%]
05/29/2005

37 Business User Training 15 days? 05/09/2005 8:00 | 17:00 35,36 ALS Analyst[40%]
05/29/2005

38 Technical User Training 15 days? 05/09/2005 8:00 | 17:00 35,36 ALS Analyst[40%]
06/16/2005

39 Pilot Period 30 days? 05/09/2005 8:00 | 17:00 35,36 ALS PM[30%]

07/11/2005 07/11/2005

40 Final Acceptance 0 days? 17:00 17:00 39,69 ALS PM[80%0]
08/03/2005

41 Business Tasks 214.25 days | 10/03/2004 8:00 | 17:00
07/21/2005

42 AMIR IT/HR integration (Project Management) 205 days 10/03/2004 8:00 | 15:00 AMIR[5%]
10/27/2004

43 Compile HCDM Business Plan 7 days 10/17/2004 8:30 | 10:30 AMIR[5%]
11/03/2004

44 Determine and Document Business Requirements (for RFP) 22 days 10/03/2004 8:00 | 14:30 AMIR[5%]
01/31/2005

45 Review and consolidate job descriptions 82 days 10/03/2004 8:00 | 15:00 AMIR[5%]
01/05/2005

46 Facilitate Knowledge Management Cttee meetings 45 days 11/01/2004 8:30 | 12:00 AMIR[5%]
11/24/2004

47 Facilitate IPR training 8 days 11/16/2004 8:00 | 17:00 AMIR[5%]
12/02/2004

48 Project Management Training 11 days 11/20/2004 8:00 | 17:00
11/10/2004

49 Document training administration process 4 days 11/04/2004 8:30 | 10:30 AMIR[5%]

11/10/2004 11/20/2004

50 Prepare training administration proformas 5 days 10:30 15:00 49 AMIR[5%]
06/02/2005

51 Review and Consolidate training material 4 days 05/30/2005 8:00 | 17:00 50,49,34 AMIR[5%]
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12/16/2004
52 Start up Executive Workshop 1 day 12/16/2004 8:00 | 17:00 AMIR[5%]
12/12/2004
53 HR & TC Team Building Workshop 6 days 12/05/2004 8:00 | 17:00 AMIR[5%]
12/30/2004
54 Computing skills upgrade TC & HR staff 20 days 12/05/2004 8:00 | 17:00 AMIR[5%]
02/06/2005
55 Develop phase 2 workplan HR & TC 4 days 02/01/2005 8:00 | 17:00 AMIR[5%]
07/14/2005
56 Testing job descriptions 20 days 06/19/2005 8:00 | 17:00 45,39 AMIR[5%]
02/13/2005
57 Design standard training reports with TC staff 4 days 02/07/2005 8:00 | 17:00 AMIR[5%],Customs[50%]
02/09/2005
58 SAT workshop for TC staff 5 days 02/03/2005 8:00 | 17:00
02/16/2005
59 Train the trainer HR & TC 4 days 02/13/2005 8:00 | 17:00 58 AMIR[5%],Customs[50%]
06/30/2005
60 Workplace information sessions conducted by HR & TC 97 days 02/17/2005 8:00 | 17:00 59 Customs[50%],AMIR[5%]
02/15/2005
61 Assess key managers job descriptions and skill sets 10 days 02/01/2005 8:00 | 17:00 45 AMIR[5%]
01/17/2005
62 HR & TC Skills workshop 4 days 01/12/2005 8:00 | 17:00 53 AMIR[5%]
02/22/2005
63 Design development plan for key managers 4 days 02/17/2005 8:00 | 17:00 61
03/27/2005
64 Deliver key manager training aligned to development plan 16 days 03/06/2005 8:00 | 17:00 63 AMIR[5%]
03/27/2005 03/27/2005
65 Acquire Knowledge Management Committee Decision 0 days 17:00 17:00 63,64
01/30/2005
66 HR & TC monthly forum 16 days 01/06/2005 8:00 | 17:00 AMIR[5%]
Test Jordan Customs job descriptions against key Customs composite 08/03/2005
67 jobs (AMIR Report - XXXXX) 14 days 07/17/2005 8:00 | 17:00 61,56 AMIR[5%]
06/30/2005
68 Evaluation of business aspects of the pilot 10 days 06/19/2005 8:00 | 17:00 39 AMIR[5%]
07/11/2005
69 Pilot Report to Knowledge Management Cttee 7 days 07/03/2005 8:00 | 17:00 68 AMIR[5%]
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07/11/2005 07/11/2005
70 Acquire Knowledge Management Committee Decision 0 days 17:00 17:00 68,69
07/20/2005
71 Prepare Project Report 7 days 07/12/2005 8:00 | 17:00 68,40 AMIR[5%]
07/21/2005
72 Project Celebration 1 day 07/21/2005 8:00 | 17:00 71 AMIR[5%]
Legend
Task Item Milestone
Task Item Completed
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Annex 2: Training Center Workplan for March 2005

Training Centre Workplan for March — Preparation for pilot of new system

Activity By this date Responsible TC staff responsible | Comments
to coordinate
Knowledge Management Committee meeting— | 6 March Wafa Hattar completed
prepare memo for Deputy Director General to sign
to seek training material in the new format
Training course records to be electronically
recorded for trial using the agreed-to proformas
(products are instructor's manual + participant
manual):
e Dealing with the public 31 March Dr. M. Kayed Wafa Hattar and Approach:
e Valuation level 1 Jalal Qudah Dr Sakher Juneidi
e Valuation level 2 Jalal Qudah e New presentation on
e Valuation level3 Jalal Qudah what is required
e  Customs procedures: e Follow up one on one
o Customs policies Dr. M. Kayed offer of help from
o Duties and goals of the Customs Dr. M. Kayed Sakher
o Customs documents types Ziad Bani Salman e If necessary
o Customs relations with other Dr. M. Kayed consultation on “cut
departments . ) and paste’ of existing
o Violations and smuggling cases Moh'd Hamdi material by Sakher
0 Unified declaration Khaled Riyashi
o Inspection and search Dr. M. Kayed
o Commercial treaties Omar Abandah
o Rules of origin Omar Abandah
0 Licensing requirements Raed Nimri
o Transit Inad Dhala'in
Yasse Hyasat
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0 Exemption and encouraging investment

Training administration:
e  Preparation of procedural manual for
TC staff
e Introduce document management
arrangements
e Arrange central server and email
facilities within TC

5 March

5 March

End March

Samir Abdullah

Sound processes being
introduced and work in hand

Training plan amended according to performance
feedback information from HR — report to
Knowledge Management Committee

5 April

Samir Abdullah

Secretaries/administrators to work direct to Samir
Abdullah and follow new administrative processes
in March. Mr Abdullah to provide feedback to
Knowledge Management Committee on the
performance of secretaries/administrators during
March

5 April

Samir Abdullah

Report on performance against
job descriptions and
competencies (attitude to work)

Request to Knowledge Management Committee for
additional TC staff for preparation for system trial
and for system implementation — follow through if
necessary

End March

Wafa Hattar

Completed

AMIR Program
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Develop monthly training reports for the | 5 April Wafa Hattar and First TC report presented
Knowledge Management Committee.  Reporting Samir Abdullah
against training target of 25 hours per employee per Second report to include
annum. training target
Training target will be
discussed with the KMC. Isit
feasible or not
Develop training plan for TC & HR computer skills | 12 March Samir Abdullah PC training needs to be

e document management skills Ruba Afana completed by end of March
e PC management 2005
e Microsoft Word
e Microsoft PPT (according to job need)
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Annex 3: HR and Training Center Workshop 1 Presentation
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Annex 4: Presentation to Ministry of Finance — HR Directorates
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Annex 5 Consultations

Consultations took place with the following people and groups during the period 2
February — 7 March 2005:

2 February

2 — 19 February

3 February

7 February

9 February
13 February
14 February

15 February

19 February

20 February

22 February

23 February

27 February
28 February
2 March
3 March

6 March

7 March

AMIR personnel

Regular meeting with John Howard re Directors’ skill sets and
development needs

IT Project team

Manager, Training Centre
Director, HR

HR/IT Project team
Knowledge Management Committee
AMIR HR team

HR team
HR/IT Project team

Director HR
Manager Training Centre

Training team

Director HR
HR team

AMIR Program Director
Taxation and Customs Advisor, BearingPoint

eStarta, Menaitech system demonstration

Training team

HR team

Ministry of Finance — HR group and BearingPoint representatives
HR team

Knowledge Management Committee

BearingPoint Consultant

US AID
Training team
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Annex 6: Business Implementation Plan End of Phase 2

ID Task_Name

Duration

Predecessors

Start_Date

Finish_Date

1 Customs HCDM 238.25 days? 03-Oct-04 06-Sep-05

2 Technical Tasks 223.25 days? 06-Oct-04 21-Aug-05

3 HCDM Procurement & Implementation Team Onboarding 128.25 days 06-Oct-04 11-Apr-05

4 Project Planning and Onboarding 4 days 06-Oct-04 11-Oct-04

5 Compile HCDM Technical Plan 7 days 17-Oct-04 27-Oct-04

6 Compile HCDM Implementation Plan 3 days 27-Oct-04 01-Nov-04 5,43
7 Determine and Document Systems Integration Requirements (for RFP) 10 days 12-Oct-04 27-Oct-04

8 Determine and Document HCDM Detailed Requirements (for RFP) 15 days 12-Oct-04 04-Nov-04 4

9 Approve Detailed Requirements 3.43 days 06-Nov-04 10-Nov-04 8,7
10 Develop RFP 15 days 20-Oct-04 11-Nov-04 4

11 Approve RFP 2 days 16-Nov-04 17-Nov-04 10,449
12 Select Pilot Customs Departments (HQ & Branch) 1 day 02-Nov-04 03-Nov-04

13 Pilot Locations Selected 0 days 03-Nov-04 03-Nov-04 12
14 Publish and Manage RFP 37 days 18-Nov-04 06-Jan-05 11,13
15 Proposals Received 0 days 06-Jan-05 06-Jan-05 14
16 Evaluate Proposals and Select HCDM Vendor 42 days 09-Jan-05 09-Mar-05 15
17 Evaluate Proposals 38 days 09-Jan-05 03-Mar-05

18 Conduct Live Software Demoe at Customs - Jordan 4 days 06-Mar-05 09-Mar-05 17
19 HCDM Vendor Selected 0 days 09-Mar-05 09-Mar-05 16
20 USAID Contact Office Approval to Proposed Budget 21 days 09-Jan-05 07-Feb-05 15
21 Contract Preparation 7 days 10-Mar-05 20-Mar-05 16
22 Contract HCDM Vendor 1 day 21-Mar-05 21-Mar-05 21
23 Contract HCDM Vendor Implementation Team Mobilization & Onboarding | 15 days 22-Mar-05 11-Apr-05 22
24 Pilot Implementation 95 days? 12-Apr-05 21-Aug-05 3

25 Pilot Implementation Re-Planning (based on selected Vendor) 4 days? 12-Apr-05 17-Apr-05

26 Pilot Implementation Plan Sign-off 0 days 17-Apr-05 17-Apr-05 25
27 ALS Implementation Management 95 days 12-Apr-05 21-Aug-05
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28 Requirements Verification, Analysis, Pilot Acceptance Criteria 10 days? 12-Apr-05 25-Apr-05

29 Implementation Design 5 days? 26-Apr-05 02-May-05 28
30 Implementation Development 10 days? 03-May-05 16-May-05 29
31 Implementation Test 5 days? 17-May-05 23-May-05 30
32 Acceptance Testing 5 days? 24-May-05 30-May-05 31
33 Deployment Planning 8 days 24-May-05 02-Jun-05 31
34 Deploy 25 days? 05-Jun-05 06-Jul-05 33,32,45
35 Deploy at HQ 5 days? 05-Jun-05 09-Jun-05

36 Deploy at Branch(es) 5 days? 10-Jun-05 15-Jun-05 35

37 Business User Training 15 days? 16-Jun-05 06-Jul-05 35,36
38 Technical User Training 15 days? 16-Jun-05 06-Jul-05 35,36
39 Pilot Period 30 days? 16-Jun-05 27-Jul-05 35,36
40 Final Acceptance 0 days? 21-Aug-05 21-Aug-05 39,70
41 Business Tasks 238.25 days 03-Oct-04 06-Sep-05

42 AMIR IT/HR integration (Project Management) 205 days 03-Oct-04 21-Jul-05

43 Compile HCDM Business Plan 7 days 17-Oct-04 27-Oct-04

44 Determine and Document Business Requirements (for RFP) 22 days 03-Oct-04 03-Nov-04

45 Review and consolidate job descriptions 101 days 03-Oct-04 28-Feb-05

46 Facilitate Knowledge Management Cttee meetings 189 days 01-Nov-04 27-Jul-05

47 Facilitate IPR training 8 days 16-Nov-04 24-Nov-04

48 Project Management Training 11 days 20-Nov-04 02-Dec-04

49 Document training administration process 4 days 04-Nov-04 10-Nov-04

50 Prepare training administration proformas 5 days 10-Nov-04 20-Nov-04 49
51 Review and Consolidate training material 4 days 07-Jul-05 12-Jul-05 50,49,34
52 HR & TC Team Building Workshop 6 days 05-Dec-04 12-Dec-04

53 Executive Start Up Workshop 1 day 23-Dec-04 23-Dec-04

54 Presentation to Trainers on the suggested Trainig Material format 1 day 18-Jan-05 18-Jan-05

55 Assess Directors' job descriptions and skill sets (for HQs only) 10 days 28-Feb-05 14-Mar-05 45
56 Presentation to Directors on organzation restructure @ Australian Customs 2 days 16-Feb-05 17-Feb-05

57 Develop phase 2 workplan HR & TC 2 days 16-Feb-05 17-Feb-05

58 Testing job descriptions 20 days 28-Feb-05 28-Mar-05 45
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59 Computing skills upgrade TC & HR staff 20 days 15-Mar-05 11-Apr-05
60 HR/TC Workshop 1 5 days 14-Feb-05 20-Feb-05
61 HR/TC Workshop 2 4 days 01-Mar-05 06-Mar-05
62 HR/TC Workshop 3 4 days 14-Apr-05 19-Apr-05 52,61
63 Design standard training reports with TC staff 4 days 20-Apr-05 25-Apr-05 62
64 Workplace information sessions conducted by HR & TC 97 days 26-Apr-05 06-Sep-05 63
65 Design development plan for Directors 7 days 14-Mar-05 23-Mar-05 55
66 Deliver Directors training aligned to development plan (for HQs only) 75 days 23-Mar-05 05-Jul-05 65
67 Acquire Knowledge Management Committee Decision 0 days 05-Jul-05 05-Jul-05 65,66
68 Test Jordan Customs job descriptions against key Customs composite jobs* 14 days 09-May-05 26-May-05 55,58
69 Evaluation of business aspects of the pilot 10 days 28-Jul-05 10-Aug-05 39
70 Pilot Report to Knowledge Management Cttee 7 days 11-Aug-05 21-Aug-05 69
71 Acquire Knowledge Management Committee Decision 0 days 21-Aug-05 21-Aug-05 69,70
72 Prepare Project Report 7 days 22-Aug-05 30-Aug-05 69,40
73 Project Celebration 1 day 31-Aug-05 31-Aug-05 72
Job descriptions were introduced in the report "AMIR Report - Human Resources
Development - Phase I" developed by John Howard and Walter Hekala - June 2004

Legend

Milestone Milestone |
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AMIR Program

49






